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Successful implementation of the WHO Framework Convention on 

Tobacco Control (FCTC), its guidelines and protocol requires a 

strategic plan and the efforts of all sectors of government. Also 

needed is support from civil society, academic institutions and 

relevant partners in the private sector who are not affiliated with the 

tobacco industry. Implementation itself needs activities, which in turn, 

need not only coordination but also indicators that can be tracked 

over time so that progress can be documented.  

 

This document provides a model for strategic planning that countries 

in the WHO African Region can use to identify both their priority 

strategies and action, and the key institutions that must work with 

them for successful implementation of the WHO FCTC. The model 

provides examples of strategies, actions, indicators, and even targets, 

that countries can plan for.  

 

The step-by-step guide is our contribution to efforts to reduce 

tobacco use and exposure to tobacco. It is our hope that it will also 

help achieve the targets set under Sustainable Development Goals. 

We invite countries to use this guide, and to adapt it to their needs in 

order to develop a national strategic plan for tobacco control.  
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Acting Director, Noncommunicable Diseases Cluster 

WHO Regional Office for Africa 
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CBOs  Community based organization 
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FCTC  Framework Convention on Tobacco Control  
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NCD  Noncommunicable diseases 
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Tobacco kills up to one-half of all its users, and remains one of the 

leading preventable causes of death. Each year, nearly 6.3 million 

people, including about 600 000 non-smokers, die prematurely from 

tobacco-related diseases. If current trends continue, tobacco will 

cause 8 million deaths a year by 2030, and 80% of these will be in 

developing countries. As incomes rise for a growing population, 

tobacco use could double if effective tobacco control measures are 

not implemented.  

 

Alarmed by the globalization of the tobacco epidemic, Member 

States of the World Health Organization (WHO) negotiated and 

adopted the WHO Framework Convention on Tobacco Control (WHO 

FCTC) — an evidence-based treaty that reaffirms the right of all 

peoples to the highest standard of life. The WHO FCTC has articles 

and guidelines that assist countries to achieve the objectives of the 

Convention. Article 5.1 of the WHO FCTC requires countries to “… 

develop, implement, periodically update and review comprehensive 

multisectoral national tobacco control strategies, plans and 

programmes in accordance with this Convention and the protocols 

…”.  

 

Strategic Planning for Tobacco Control: a model for the African 

Region has been prepared by the WHO Regional Office for Africa to 

support country-level efforts in implementing the Convention.  

 

Introduction 
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Strategic planning involves setting goals, determining actions to 

achieve the goals, and mobilizing resources to execute the actions. A 

strategy describes how the ends (goals) will be achieved by the means 

(resources). In tobacco control, a strategic plan makes implementation 

of the WHO FCTC more systematic, involves all relevant stakeholders, 

defines roles and responsibilities, proposes the budget for 

implementation, sets the timeline therefor, and projects human and 

other resources needed to achieve the goals. 

 

A national tobacco control strategic plan would normally contain the 

following sections or chapters:  

(a) Acronyms and abbreviations. This page provides a list of short 

forms of words or phrases as used in the plan, e.g., FCTC — 

Framework Convention on Tobacco Control; GYTS — Global 

Youth Tobacco Survey;  

(b) Definition of terms. This page provides a list of words, terms, and 

their meanings in the strategic plan, e.g., Tobacco control: a 

range of supply, demand and harm reduction strategies that aim 

to improve the health of a population by eliminating or reducing 

the consumption of tobacco products and exposure to tobacco 

smoke.  

(c) Foreword. A brief statement presented by an authority from the 

government, usually someone from the Ministry of Health; 

example: the minister, the permanent or principal secretary, the 

director general of health or a person ranking as such. It is a brief 

exposition of tobacco-related issues within the country, including 

the need for a national tobacco control strategic plan. It may 

Structure 
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also include any other relevant information on tobacco control.  

(d) Acknowledgements. This page expresses appreciation to those 

who worked on development of the plan, including any support 

from outside the country. It is not a long list of all participants, but 

only the names of key players who made substantial contributions 

to preparation of the document. 

(e) Executive Summary. This is a synopsis of the strategic plan; it 

enables decision-makers, for example, who may not have time to 

read the whole plan, to get a grasp of what is contained in the 

document. A maximum of two pages is allowed; but one page is 

recommended.  

 
CHAPTER 1:  Background 

 

The background chapter is a brief description of the tobacco 

epidemic at global and regional levels, with appropriate references. It 

would typically cover: 

(a) Global and regional morbidity and mortality figures due to 

tobacco use;  

(b) Global and regional prevalence of tobacco use;  

(c) Diseases caused by tobacco use and exposure to tobacco;  

(d) Relevant calls by international bodies for effective tobacco 

control, e.g., COP, WHO, UNGASS, sub-regional bodies, etc.; 

(e) The need for a defined strategic plan to act as a road map and 

framework to guide tobacco control through comprehensive 

implementation of the WHO FCTC and its guidelines.  
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CHAPTER 2:  Situation analysis  

 

The chapter on situation analysis is itself an in-depth analysis of the 

tobacco control situation in the country; it includes:  

(a) The economics of tobacco in the country – revenue, health and 

environmental effects;  

(b) Prevalence of tobacco use among adults and youth;  

(c) The burden of tobacco-related diseases and the cost of 

treatment;  

(d) The tobacco control policy environment – past, present and 

immediate future plans;  

(e) Mainstreaming of tobacco control into other plans (NCD, 

tuberculosis, poverty, etc.); 

(f) Challenges and any relevant issues that have a bearing on 

tobacco control in the country. 

 
CHAPTER 3:  Justification 
 

After chapters 1 and 2 have set the stage by providing the relevant 

information at global, regional and national levels, including 

highlighting the effects of tobacco on the economy, the environment 

and health, chapter 3 then briefly explains the benefits to be gained 

from developing and implementing a strategic plan. They include: 

(a) Protection of populations from the consequences of tobacco 

and tobacco products;  

(b) Increased awareness nationally of the tobacco epidemic and its 

negative effects on health, the environment and society, 

particularly awareness among relevant government agencies 

and the public at large;  
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(c) Mobilization of resources, including funds, from the various sectors 

that will implement the strategic plan;  

(d) The workforce that will be needed to coordinate tobacco control 

work in the country;  

(e) Institutionalizing the involvement of relevant civil society 

organizations in the implementation of the strategic plan, as 

envisaged in the WHO FCTC.  

 
CHAPTER 4:  Vision, mission, core values, goal and objectives 

 

Vision. The vision is a powerful inspirational declaration of the strategic 

plan’s long-term goal – a bold dream of a desired future state. It should 

be short (11 words or less) and straightforward; e.g., A tobacco-free 

Africa, or A tobacco-free Africa with healthy people, communities and 

environment.  

 

Mission statement. This is a statement of the purpose of the plan and 

why it is being developed. The purpose should be expressed in a way 

that inspires support and on-going commitment so that it can motivate 

others. The language used should be proactive, and should describe 

what you do. Avoid any jargon. At the very least, the mission statement 

should answer three key questions:  

(a) What are the opportunities or needs that the plan will address 

(purpose);  

(b) What is being done to address the needs (business); and  

(c) What principles or beliefs guide your work (the values). 
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Example:  

To advocate, enable and mobilize multisectoral support for 

stronger tobacco control policies and programmes, in line with 

the WHO FCTC.  

 

In this example the questions answered are:  

 

The Purpose:  to support stronger tobacco control policies and 

programmes;  

The Business:   to advocate, enable and mobilize multi-sectoral 

support;  

The value:   in line with the WHO FCTC  

 

Core values. These are principles or qualities that represent the plan’s 

highest priorities and fundamental driving forces. Core values form the 

foundation on which you do our work and conduct yourselves. We 

recommend that the list of values should be four to six in number.  

 

The strategic plan can be driven by any of the following core values 

(the list is not exhaustive):  

1. Focus on results 

2. Client care 

3. Professional excellence 

4. Accountability 

5. Transparency 

6. Integrity 

7. Team work  

8. Emphasis on participation 

9. Justice 

10. Gender equity 
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Goal:  This is a desired result that the plan commits to achieve. A goal 

can be long-term or short-term.  

 

Example:  “To reduce the prevalence of tobacco use, its 

associated diseases, disability and deaths in Africa” or  

“To improve the health and well-being of people in 

Africa, by reducing the impact of tobacco use” 

 

CHAPTER 5:  Strategic objectives 

 

Strategic objectives: These are long-term organizational targets that 

help to convert a mission statement from a broad vision into more 

specific plans and tasks. They set the benchmarks for success and are 

designed to be specific, measurable, achievable, realistic and time-

bound. They should also be translations of the mission statement that 

can be used to guide decision-making. The strategic objectives of a 

plan are usually developed for a period of two to five years. They 

should be derived from or aligned with the provisions of the WHO FCTC. 

 

Example: Strategic objective X: To reduce the demand for 

tobacco products. 

 

Strategy. This is a high-level plan or means to achieve one or more 

objectives. A strategy is important because the resources available to 

achieve the objectives and the goal are usually limited.  

 

Strategies can be purposefully formulated, or can emerge as 

implementation takes place and lessons are learnt. They are derived 

from different Articles and specific Parts of the WHO FCTC. 
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Example: Strategy 1: Increase taxes and levies on tobacco products 

(WHO FCTC Article 6);  

Strategy 2: Protect persons from exposure to tobacco 

smoke (Article 8).  

 

Implementation Matrix. This should be presented in tabular format (see 

examples attached). The matrix should indicate the responsible 

institutions that will execute the proposed activities; the source of 

funds; and the specific time-frame within which the activities are 

expected to be implemented and completed. 

 

CHAPTER 6:  Monitoring and evaluation 

 

Monitoring 

Monitoring is a continuing function that uses systematic collection of 

data on specific indicators to elicit evidence on the extent of 

achievement of objectives, or on the progress being made in the use 

of allocated resources, including funds. 

 

Indicators 

An indicator is a quantitative or qualitative variable that can be used 

to show changes or progress a programme is making toward 

achieving a specific outcome.* It provides a reasonably simple and 

reliable basis for assessing achievement, change, or performance. An 

indicator should be specific, observable and measurable, and should 

preferably be numerical or a proportion (e.g., percentage). Indicators 

which are determined during the planning phase of a project usually 

have the following components: 

1. What is to be measured (that which is going to change, e.g., 

participants reporting Shisha smoking among the youth);  

2. The unit of measurement to be used (to describe the change, 

e.g., percentages);  
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3. The pre-programme status (sometimes called the “baseline”, 

e.g., 40% in 2012); 

4. The size, magnitude or direction of intended change (e.g., 20% in 

2014); 

5. The quality or standard of the change to be achieved (e.g., 

decreased Shisha smoking rate among youth); 

6. The target population (e.g., youth or women); 

7. The time frame (e.g., January 2017 to December 2018).  

 

Evaluation  

This is the systematic and objective assessment of ongoing or 

completed projects, programmes or policies, in respect of their: 

 

(a) Design 

(b) Implementation 

(c) Results 

 

The criteria applied in the evaluation are: 

 

(a) Objectives 

(b) Efficiency  

(c) Effectiveness  

(d) Impact 

(e) Sustainability. 

 

Evaluation emphasizes the assessment of outcomes and impact, 

rather than the delivery of outputs. 
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CHAPTER 7: Human resource analysis  

 

The aim of human resource analysis is to make explicit the human 

resource situation for implementation of the WHO FCTC, and to 

develop “strategic staffing” projections. It is important that the human 

resource requirements are planned for because every strategic plan 

and expected output is affected by the human resource situation of 

the organization. The strategic plan, therefore, affords an opportunity 

to review the staffing situation in the various institutions. Human 

resource planning includes reviewing current staffing; identifying new 

staffing demand resulting from the strategic plan;  doing a gap 

analysis and making projections to meet future human resource needs. 

This includes forecasting both the number and competencies of staff, 

potential sources of the needed skills, market factors, and financial 

resources for staffing. Leadership succession must also be factored in. 

 
CHAPTER 8:  Implementation matrix 

 

The matrices below are just examples of possible strategies, outputs 

and indicators, including proposals for means of verification, budgets 

and actors with responsibility for implementation. These will differ from 

country to country, and will therefore change appropriately.  
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